Note to Hr faculty and instructors: SHRM cases and modules are intended for use in HR classrooms at universities. Teaching notes are included with each. While our current intent is to make the materials available without charge, we reserve the right to impose charges should we deem it necessary to support the program. However, currently, these resources are available free of charge to all. Please duplicate only the number of copies needed, one for each student in the class.
Introduction
The Request On August 2, your team's board chair calls you to a confi dential meeting and informs you that the president will be retiring at the end of the season. This is the fi rst time you have heard about a change at the presidential level. Approximately six franchises (20%) replace their president each year, so while this is not an uncommon occurrence it is a critical change within the organization.
Your exercise information packet (provided by your instructor) will provide you more detail regarding what the presidential change might mean to your organization. The packet includes:
An abridged media guide. 


Your Assignment
The chair asks you to develop a plan to replace the president. To respond to the request, your group will have to:
Create appropriate recommendations for the chair about searching for and  selecting a new president.
Explain your rationale for each recommendation. 
 coNSIDeratIoNS WHeN SeLectING a NeW FraNcHISe PreSIDeNt
Similar to other strategic HR initiatives, it is important to have a game plan when preparing recommendations for recruiting and selecting a new franchise president. As part of that plan, you must:
Collect data. 
Data Collection for Recruiting and Selecting a New Franchise President
Before making a formal recommendation about how to select a new franchise president, HR professionals should analyze any existing information that might be helpful in guiding the recommendations.
Information about past practices and best practices is likely to be relevant. However, it is essential to recognize that best practice can sometimes be unclear, defi ned incorrectly, or lack relevance to your particular organization. A series of questions should be asked when reviewing best practices to ensure that size, type and fi t are appropriate to your organization (Aldrich, 2007) .
Often, the categories of data collected follow a typology of "internal resources" and "external resources," although other typologies should be considered depending on the nature of your project.
For this case study, we will follow the "internal resources" and "external resources" typology. Internal resources to consider in developing a recommendation about how to select a new president include:
Internal data will generally provide a sense of where the organization has been and is, and how the job has been done and is currently being done.
External resources to consider in developing a recommendation about how to select a new president include:
External data will generally provide a sense of where the organization may want to go in the future. 
type of Internal Data examples
Understanding the Team President Job
It is essential to defi ne a job before recruiting or selecting for it. This helps HR professionals to establish criteria to evaluate candidates applying for the job (SIOP, 2003) . Job defi nition should be linked to organizational success. So, job defi nition centers around an analysis of the organizational work provided through the job. By defi ning the job through an analysis of the core work, you can measure success based on the criteria that are deemed relevant to success in that job.
A good process to follow for gaining an understanding of a job is to collect information from multiple sources and integrate that information. When possible, the sources should represent both quantitative and qualitative information. In fact, there are usually many sources available to help in understanding a particular job.
The Occupational Information Network (O*Net), http://online.onetcenter.org, sponsored by the U.S. Department of Labor, is an example of a job information classifi cation system based on surveys of workers currently in the occupation. By collecting information from many organizations, O*Net job information is generic-which can be an advantage or a disadvantage, depending on what you are trying to accomplish. O*Net information includes experience, worker and occupation requirements, worker and occupation characteristics, and occupation specifi c information. As an example of O*Net information that might be helpful in understanding the franchise president job, O*Net summarizes the franchise president's role as follows: "Determine and formulate policies and provide the overall direction of companies or private and public sector organizations within the guidelines set up by a board of directors or similar governing body. Plan, direct or coordinate operational activities at the highest level of management with the help of subordinate executives and staff managers."
Existing job descriptions can demonstrate the complexity associated with a job. Job descriptions describe the critical features of a job, including the major functions or duties (Pritchard, 2002) . Thus, job descriptions are a great source to understand a job. While some organizations have job descriptions for all levels, it should be noted that other organizations do not have formal job descriptions for president or CEO positions.
Roles played by past presidents can also be a useful resource and may indicate a trend in how the job has evolved over the years. Any resources that describe the role as it has existed in your organization or how it has existed in competitor organizations could prove valuable to understanding the job as it will exist in your organization's future.
Once you have collected information to guide your understanding of the president job, it is vital to customize the information to fi t your organization. Reviewing the organizational mission, strategies and values is one way to ensure that your job assessment is appropriate to your organization. Additionally, obtaining information about the future direction of the organization and the job can help in making a sound selection for the next president.
At this point, we have focused on how to develop a succession plan for a new franchise president. Much of that work could and should have been done before the chair made the request; organizations should be planning for succession rather than waiting until a succession is about to occur to begin the process. HR professionals should make the business case for succession planning at all levels of the organization long before recruiting for a particular position needs to happen. There are plenty of in-depth resources on succession planning available to aid the process (e.g., Day, 2007; SHRM Learning System, 2007) .
Competitive Advantage
Selecting a top executive can be crucial to an organization's competitive advantage. Over time, top leadership can infl uence an organization in a number of ways. Some of the outcomes heavily infl uenced by a president might include how a budget is spent, profi t margins and/or stock prices (Day & Lord, 1988; Lieberson & O'Connor, 1972; Weiner & Mahoney, 1977; Smith, Carson & Alexander, 1984) . It is not solely the selection of a president that infl uences these outcomes, but rather the selection of a president who possesses the needed leadership abilities. Additionally, the president has to fi t with your organization-the president should either be qualifi ed for your organizational culture or be hired to change the culture.
In the baseball industry, typical outcome variables might include profi t, winning championships, winning percentage, attendance and marketing success. Other outcome variables may also be appropriate to the industry or to a specifi c organization.
Presenting Your Work as an Internal Consultant
As with external consultants, it is important for HR leaders to foster a professional consultant-client relationship with internal stakeholders (e.g., the board, senior executives and staff). How and what is communicated will affect how you are perceived as a strategist. To guide what and how you communicate, you must have in-depth knowledge of your organization's strategy. Ideally, you will be part of the organization's strategic planning process. If this is not the case, however, you must seek out that information.
HR's strategic role requires not only an understanding of the organization's business, but also an understanding of the environment, competition and trends that are relevant to the organization (SHRM Learning System, 2007) . To send a message of partnership, HR professionals must assist senior executives and other key personnel by providing strategy-related information to these clients-before it has been requested.
In line with the consultant-client model, documentation should be established at the earliest stages of the relationship and updated and expanded as the relationship progresses. Both the internal consultant and the client need to be in agreement on all documentation in order for the project or initiative to be successful. The documentation creates the path to follow and sets expectations. It is much harder to backtrack and fi ll in these communication items than it is to establish them at the beginning consultation.
Sometimes a project plan is not appropriate, but internal consultants should err heavily in the direction that a project plan is expected. Documentation should be an outcome of consultation. The purpose of a project or initiative should be defi ned. This may require asking probing questions of the client and may require preliminary data collection. Beyond the purpose, it is also important to identify-and then provide feedback through documentation-scope, deliverables, a project plan, and relevant appendices. Appendices might include a glossary, models, or other information related to the project or initiative.
Some cases may require multiple versions (multiple documents) of the fi nal recommendations, to target various audiences; to accommodate different presentation time allotments; or to address differing styles of audiences and presenters. Supporting documentation can be useful to provide detailed insight into a particular facet of the project or initiative message, or to explain how you arrived at the recommendations stage.
KeY taKeaWaYS For Hr StrateGIStS
To make sound recommendations for an executive succession strategy, HR professionals must:
Collect data  to build the foundation for your recommendations.
Understand the job
 as it currently exists and also in terms of how it will change in the next several years (e.g., internal organizational needs and external changes in the industry, demographics, society).
Customize recommendations
 to fi t your organization (e.g., examine the organizational mission, vision, values and strategies).
Identify the competitive advantage
 in the executive selection strategy that is being recommended.
Communicate as a strategic partner
 and relate your recommendations to the organizational strategy.
